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ABSTRACT 

Conditions and management procedures used in Dutch 
universities are discussed. Attention is directed to: (1) the 
structure of higher education in the Netherlands — especially the 
University of Utrecht, its administrative procedures, and 
decision-making process; (2) the nature of the problems the 
university faced and the ineffective way in which these problems were 
handled at the er^ of the 1970s; (3) the planning model in use since 
1981 and its consequences in terms of general awareness, quality 
assessment, new allocation procedures, and reorganization processes; 
and (4) the way reorganization processes in the departments are 
conducted. Dutch universities have had a tradition of autonomy and an 
administrative structure characterized by decentralization and 
democratic procedures. They are now faced with increasing demands for 
public accountability, severe budget cuts, and strong tendencies 
toward centralization. Within the University of Utrecht, this means 
the end of a mentality that equated autonomy with isolation. Instead 
of allocation procedures based on pr inc iples ^of "quantitative 
justice,!' planning and budgeting procedures a^imed at a critical 
evaluation and selection of activities have been developed, while 
decentralized and democratic decisionmaking are maintained. 
(Author/SW) 
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AbbTHACT 



Dutch >jniv«-sities have a trsdition of autonomy and m administrative structure character- 
izsd by decentralization and dsnocratie pmsedur^. IlTsy ere row fac^. with increasing 
demands of public accountaoility, vdth save-e budget cuts and strong tendencies tovsrds 
centralization. Within the University of Utrecht, this mms the end of a mentality vjhich 
equated a.jtonomy with isolation. Instead of allocation fTOcadures based on principles of 
"quantitive justice", planning and budgeting procedures ah^ at a critical evaluation and 
selection of activities have been developed, vMle decentralize and deinocratic decision 
maicing s-e maintained. Ihese procalures are discisssd, togethar vdth the pitfalls and 
paradoxes en<x>untersd in their in?3lsnsntation« 
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■to-muciURii^u. HfcmuaTi™ and RHmMOfriEwr at the 31^ time: ihe on'CH L^ivtitsrriEs 

In tte sscond part of tte T970's Cotchr -jniwsitias saw thanselyea increasingly confronted 
wiUi probl^ns which th»?y ted ^3 to ttei nevfir taken into acccjnt. Tradition, acadairUs and 
actoiinistrative 3tr«jctures aid Ixk of established planning procedu^s {rohibited effective 
dealing vjith questions ttet nisLnly arose out of public discontent with tfte uiiversities' 
rpcord. 

In tm next sections we will disai^: ^ 

1. the structure of higter education in the Netherlands, aid especially of the University 
of Utrecht," its administrative procedixes and decision-making process; 

2. the natv^ of the p-cblans the diversity had to face aid the" ineffective ;«y in vMch 
these* priblgns were dealt with at the end of the seventies; 

3. tha planning ncdel ws have bssn using since 1981 and its conaecjjencas in point of gm- 
eral awaranass. quality aasesanent , nsw allocating procedures and reorganization 
processes; 

U. tha vray reorganization processes in tte departnmts are carried out. 

1 . Hieiher education in the Net herlands 

syston of highar education in tha NatterlaKds distinguishes rather strongly bstiveen 
vocational and acadsnic education. The fomar is provide at a large nuitoer of sctoola, 
tlae latter at 9 universities, 3 pdytschnics and m agricultural univs-sity. Ihs oldest of 
the .jniversities vas establishsd in Lsidan in 1575, tha youngest at Maastricht in 1975. 
Ihs total Dudget of tha -jnivta-sities amounted in 1982 to about Dfl. 3.8 billion (US$ 1.4 
billion) , and total enrollmait around 140.000. Ihe University of Utrecht is. tha larg- 
est of tha Dutch univcs-sities std is c^trally locatad In the couitry. In 19^2 it had 
^4,000 students, anployfid 6,500 people (in 5.000 fXill=t3jne=«quivalsit jobs) and spant a 
bijdget of 560 million Dfl. ($ 210 million) , of vMch 75g v.'ant to salaries. 
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iUflDng tt^ 2,W teaching md research staff vera 400 fUU time {yofassdrs and 450 graduate 
students holding tanporary jcbs as research assistants. 

The University has seveiteen acadenuc departments, anong i^iiich law, raediciiia aid daitis- 
try, vetariJiary science, the'natural science^ and social sciences, theology and philoso= 
. phy. 'ihe arts and languages departm«it is the largest with 6,000 students, v,Mle philoso- 
phy with 250 students is by far the anallest. 

:iince thff ertd of tte turbulent si^cties the fornral dscision-makiJig psxcess vjithin the Dutch 
.jniversities has been danocratized and {^rtly decentralized. Curricula, course content and 
research prograns are being dacidad i^Jon at ths level of academic defsrtmaits and sut>- 
departoents. Budgeting decisions are bsUig made at univa-sity level (and JJi turn on a na- 
tional level by Parliamant) . 

formal dscisionmaklJig on ths -^vo-sity level rests with the Univsrsity C^v^cil, a 40- 
manber .Dody consisting of 11 faculty. 11 non-te^ltmg staff . 11 students and 7 ran=. 
university manbars. University msHfcsrs are elsotad, ran^mversity umtsrs appoi{?t^ by 
the govoTimsnt. Executive povs- r^sts with a S^ter Board of Directors, vAlch has a 
large Central Office at its tend. Budgets are handed do^^ to academic deparOiients , v/nara 
decisions on specific resak-ch ptjgrans aid cv^iculun structure are oeUig msie by elected 
tepartmsnt Councils, made up of' a majority of faculty together i^th students and non- 
teaching staff. 

Ihe -jniversity can th'js be described as a aDnglomerate of highly autononKis departmoits. 
In this setting , ccsmiunication batvsan levels is very fonnalized, and tends to develop 
■ bureaucratic aspects. At the ssms tima tha nature of the decision^iBltlng bodies ha^ inJro= 
ducsd a highly political atmosphsra v-jith strong onphasis on ©Jals as opposed to processes, 
and on quantity as opposed to quality. 

Under these clrcunstanoes plannl^lg aid b»xlgetl:ig v^e, 'jp tiH a few years ago, coinpletely 
quantitative. Underlying assunptiona/baliefs vare: 

- teaching and research are symbiotic couiterparts , and should be v^v^ togetter in one 
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stronR t'abric, 

- every lacijlty manDsr stould do research as wall as teaching, 

= baiJig a (?ood risaarchsr coints higher iJi the internal picking^rder than baing a 'good 

tRachar, and ajotanatically leads to regular prarations and ^ary rises. 
l^sically> allocating nodels ware enrt>llii®nt>driven , based on a principle of qi^titative 
itjatice. Ihsss models trxfid to give ev^^y faculty mai&er eqjal tiitie fqr research, 'ms 
teaching worldoad thus kqs kspt betw^n 50% and 65% of the wcr king-hours. Houghton, rfeok= 
ie dnd Pietrovskl ( W9) have pointed oi-(£ that such an allocation model can only furotion 
efffiotively in an (Expanding situation „ If ^ there is a plan, it is a race in vMch everyone 
get3 a priJK but no me gets ths gold madal. 

A sscond «ni=rging feat.ure consistent v-ath tte:ia assunptions vss tl^t no accounting ted to 
be given of tha resourcas s^. Under declining econanic conditions this had to lead to 
str^ public and political o-iticism sod in tima to declining birigets. when the tlitm vas 
tiisre tha University vms not prepared for it. 

2. rtealloGation, restnjotijrlng. retrenchment 

In -mis saotion vnJl outline tha g^blms that ovm^aMsd th9 Dutch universities and 
forced the University of Ufcr^ht to al^andon its old plsnning model. 

a. Reallocation ■ 

a=itv^ 1975 and 1980 budgets vv-are stsbUizsd. a^mllmoit k-as still rising, but its 
grov/th i-as highly differentiated, ^iome departmaits facad contraction, others v-sntsd ex= 
pansion to be able to aeconmodate tha increasing nunber of students. As ToUey (1980) 
and Oiristenson (198^) have observed this leads to defensive reactions in departmaits 
faosd with contraction, lii<e in our departmsnt of chanistry: 

- an increasing cry from professionals for keeping ^3 research of outstanding quality; 
vihjye tying budgets to enrcaMant had been advantageous during the grov/th yasrs, 
methods for "jncoi^ling v^ssre sought. 
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- as th9 decline in student nunbers in those depaj-tmoits a result of a declining 
job market, stuients tended to ask for nmre sp^ialization and longer curricula in 
order to. be able to ccxHpste on tte tight l^or nia^te^t. 
In tte political setting de^ibed above me can easily sea professional groups vdthln 
dej^tmsits dravjing together ssid being supported by their clientele. 
To divide the teaching lo^ equally (not more ti^n 66% of tt^ v^otiwng hoi^s) amm tte 
departinaats, a l^ge n«Ji^ of reallocations bacaoie necessary; but because of the sta- 
bilizing budget the teaching load for very few departments fell below 50^^ ^In 1980 the 
situation gr^w out of hand: the oDmpletely- pro jested te^hing load for' 1986 for tte 
university as a vjhole becar^ higher than (6%. It vas no long^ possible to jroduce the 
usual bli^priJitr-planning on th^ basis of the accepted jrii^ciple of c^jantitative ji^ 
tice. 

b, Hestnjcturing 

At unive^TsityHd.de level the resistanee'tou^rds change ted been niaiifest vdth regard to 
govemm^t initiatives to restx^jcture acadanlc curricula item the existing S-6 years to 
a 4«years highly st^-uctir^ curriculun. After 12 yea's of discussion and university 
opposition lava establishing the nav/ cirricula types were passed in Parliament. 
At the sane tijna budgeting procedures anploysd by the Eutch govemiK^t , were restruo- 
tun=^. Teaching v^uld be mianced ba^ on Qirollment separately from research. 
Research funds vjo^jld be allocated to the iMversitles on the basis of aibnitt^ 
research programs of highly acclaim^ and externally reviei-^ quality in 5-y^ cycles. 
Although the origin of these measires vas clearly a laok of "respcaisivoiess" on the 
^t of the miv^sity, pertinent questions v^s^e r^v^ discuss^ , such as: what is o\jr 
product, and how is it offered, does it m^t required standards „ the same questions 
Unilev<a* viould te^y to aisi*.^^ in cass of d^lining sales. &i fact, th^ i^aLls v^e 
still up and very high. 

The nevj budgeting procedures m2i<e it necessary for the universities not only to account 
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for the nmey they have spsnt, but ala> to plan tteir re^arch==aotivities in cdvsice 
arai in terms of priority based on q^jalitative argunsnts. 

In ths new budgeting inodels staff/studsnt ratio's have baen reduced v^y strongly, for 
sons disciplines up to SO'ii, Li sane fields « medicliia, daitisl^ the of stu- 

dents oo-^ver will be reducai to obtain a better match with labc^ ms^ket daiKiid. Over 
the past three yasrs these budget cuts have been 2 or 3% amially. The fil^ancial 
o^Xlook is ^C^^S% reduction in the coming fov^ y^s. So far in most dapartraaits cuts 
have been aocoimodated by not hiring new staff for vacaicies. Most staff being tenured^ 
and turnover being only In tte orda^ of 2 or 3% armisllyg sane departmoits begin to 
Icok like iimi^thaler cheese. It is again the result of a defensive reaction ivittout 
adapting to a chang©^ eivironinsnt. 



It goes without ^ying t±iat this vay of accGranodating budi^et cuts is disastrov^ for the, 
nijffiDer of tonporsif jobs for research assistants ^ and enljarges the ^^laa of acquiring 
f^inds for research prolans. 

The planning problan 

Th^^re are mainly three reasons vhy the old planning procedures vbs no long^ appropriate 
lor the situation that resulted from the developments mentioji^ ^ve. 

a. The irndel was fixed quantities 



lispecially the cOTbination of retr^^chmsnt viith the necessity of accounting for spant 
resources called for a policy of differentiation, mainly directed t;D the conservation 
of high quality in research. Planning based m principles of quantitative justice is 
not appropriate to take into aaxwjnt existing quality; it is v^y probable that pro- 
grams of high quality are abandoned at one departm^t viiile is^ograins of lower val'je and 
quality are continued at aiother one, that is to say mtU. they vail becane a victiin of 
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ths process of acxiot-nting. 

rneans that ..ality not oaly.has to De r^gniz^, but also to be p^tactsd. 

D. Tha icodPl b^ d nr> or ingjfflcient flexibility 

■lY^ planning p^ss was coupled vAth speciac target dates ^d l^ied to give a blue= 
priiit for tte Situation on ttet specific date. It left ve=y limted opportunity fcr a 
.hange of diction in b.tv^-n. It consid^ed the of the period concerned as the 
terminal poi^t of th. developnsnts desired and did not reco^ze the fact that plannii^g 
shcild be able to adapt itsaLf to changing conditions, a contiiiuous process without a 
,^-defined ter inal point. And, at present . the dark clouds of national aid interna 
tional economy are bringing un^inty ^out fXrther retrenchment in the near future 
and call for a more adaptive^ vay of planning » 

c. The process was too centralized 

planning pn^ess had to decentralize for the sa!<e of a policy vMch accounted 
for quality. The old prxjc^lure ms concerned with dividing the budget at tte universi- 
ty level .1th argumsnts bas.d on ^gures. collect^ by the Central Office. Z^. 
Porter and Oadel (1^78) have argued t^^t it is iii^ssible in a caiplex univ^sity v-Ath 
diverging fields md intere^sts to develop a consistent ^t of priorities. To th^. 
although the -diversity derives its crgaaizational mity m^m the cannon purpose of the 
pursuit of knowledge thn^ugh teaching and research, detailed liiterpretation of this 
ideal shou3.d be left to individual departmaits. Having been fac^ vath 17 highly auto» 
nancus departments vath their o«n legitiitBte dsnands we cannot but ap^ with than. 

It vas nov^v-s- no coincidence that the planning process v.^ as it v-ds. It connected 
with and partly tte product of a mentality in Dutch acadgMc society and of tte structure 
of the ^universities. 'Iha' need for the ijitroduction of a mn-i plaining model m6 a strategy 
of Change conff^ted us therefore v^th a number of problans . com^ted vath the "personal- 
ity" of the Dutch universities: 
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a. A lack of responsivenesa 

In tha departments s^lf-liiterest reigned supreme and the stiiujlation of activities that 
involved other departmaits as v.'eU ms exceptional. Dapartn^ts as i-iell as centra ad- 
ministration were not alive to needs and wishes of the society and as a results ^ 
overlooked the possii)ility of obtaining financ|^ suppc»^ frcm other sources. The gen- 
eral feeling v^s that (^tral position of oir imva-sity ii} tha couitry vould at^* 
tract the students anyway. 

b. A lack of realism 

Nobody really (xnvincod ttet the age of plaity was over aad would not return in a 
couple of years. Too often the announced need for restructuring was stopped or slowed 
dov^, too often small, scale retrencinm^t had been acconnodated with shos^lived mea^ 
jjres. It vjas the irevailing opinion that the presait structure would survive and t^^t 
the systedn had enough flexibility ssid reserve to acccomodate the retrenchmesit. 

c. ^rhe systan of dqnocratic salf-goverment 

A systan of danocratic ^f«^vsrranent poses a difficult proDl^ in m organization 
vMch has to strive for quality install of for mediocrity, even niore so i-^hen d^isix^ns 
have t^'ba made vMch may result in the forced dianissal of collogues. 

i 

Wot only had faculty and students to bacons awa-e of tbsir future environnent nxsra thsn 
before, togetter thay vsuld have to aeke the decisions in thair representative ooib>= 
oas. Shon>-tenn interests i-Mch might emerge out of osalitions betv^an ocni^ting 
groups id.thin departinsnts vjouU have to be consistent vjiWi long term goalSo In princi- 
ple large groups of lovj quality bmild have the opportunity to abandon small high= 
qijality progr?iiBS in order to save theia- ovin positions. 

As a result of all these factors no accepted strategic plan for tha institution i-es avail- 
able, no evaluation of the strategic psition had ta!<6n place. This however is a main 
characteristic of European univ^sities vMch have been flOly flJisncsd by the govOTait 
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sixtos the 19th century. 



3. The nfivj plamung model 



In this sscUon i-a v/ill discuss ths pisming model tBVS bsan 'sing sLncs 1981 sxn ths 
vay it was intrcxiucsd. 

According to Ditch la- J each -jniveraity has to subait every yesr a plan outlining tha 
devp>lop8iant in ths nejct S yeasts. It vas clear that a plaa, ccsnpletaly i-rittan by tha Csn= 
tral Office Kould no longer rn^t tha changed circtjmstaicss; in order to take into ®:coi2it 
qualitative considerations dseantrsaization of tte plsming process i^s nacasssry. Evs-y 
departflKJit kouLd teve to submit a 5=yaar pls^ of its ovji. Tcget!^ thasa plssis v^uld form 
the basis for tha plan of tha uiii varsity. But only very few departmsnts had baea able to 
produce 3jch a piai previoi^ly aid scana had tried but did not succeed. To malce it teppan 
this tine v,e had to fight ths lack of raalisin and to stimulate tha planning process in tha 
dapartsnaits. 

To light the lack of realism desipisd indicated cutbaclo for tha vsrlois departm^ants 
v^ch were based on an assumption on the total cutosck for tha iMversity in 5 years. Vfe 
Dass'l this assumption on ths annual deviation of tha actual budget ftaa th? budget= 
indic^^tiona in tha financial schma of ths ^■lini3te'y of Education in tlia years before. Vna 
i^am <rhat tllijsfcratfid tiua, appart^ntly roused everybody frcin his dreams. 



" KL, I JDl- I'Wi 
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ro stiiTiulate tha planning process kept in [nind following girldelin^s: 
try to aohle^ve as rrpjoh involvanent as possible of the decisioTKnaKers of ths departr^ 
ma^ts; 

- k^p th^ process simple to pr«v^=nt tJiat plying t^com:^ a racialist's job; 

- try to look* for san^^thing fVesh; 

- try to loncf^trate the ilow of infcrmation from dapartmsntal to csntral level to schieve 
as fiiuch coherence as possible, 

■^^ sjojeeded in involving the decision-=(iiai<ers of tha ds^^tjnaats by accentuating th^ role 
of the Board of Deans and by stinuilating tha creation of advisory^=<XMiiitte@s to tlxLa Board 
staffed with outstanding scholars and scientists. 

We designed very simple fonns or questionnaires v/nich hsd to be cKsnpletsd by the depeTCr^- 
meats. If so desired a departsiait c^uld restrict itsalf to tha forms bacauss it c^tained 
the questions for all the infonnaticn vja ne^ed. On th^ other hand, the set^HJp of the 
fonns vias su.Gh that they Qo\jld not be cmpletsd vjithout decisions about actions to take 
vath an eye to the future. 

As a resjlt of this, every departm^t canpletxKi the forms, some did rnudi more and K^te a 
canplete developnent>plan. At the central level the plans of the departoisnts were analyzed 
and disagresmi^ts u^a^ discisssd viith the Det^rtoait Boards. The univ^sity plan surrmar-^ 
izes the plans of the depar^3nents arri inte^tes tl^ ijito a plan for the univ^sity as a 
Vcfjoie, It vias a process as indicated by Lueck (1981 )• 

Bf^use of the concentration of questions, of diff®-ent types the departmaits were in a i-ay 
fort-ed to mal<e links betvisen the ansi^'a^'s, especially vMle the (xmection k-as v^y tran= 
sparent because of tne sirr^le v/ay. in vMch the sn^.m's had to be fonnolatai. Sevi^al 
dppartmoits noticed that th?^y could not ^^osiinodate tte indicated cutback witiiout a cx^ 
plete r^rganization, moscly as a cx^nsequence of a sttcm reduction of tanp^s^ jobs for. 
research assistants. Such reorgsnization processes are described in section 4, 

ii3vj vas the concept of quality intrcdijcv J? 
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we tri(^ to stiiailate a discission about priorities within tha departmaits. As a first 
start for IttPt rr^^vj budgp^ting proc^u^ for resaarch pro-ams wa asked evo^y departm<5mt to 
accoj^t for high quality research programs to a oiacimm of 33% of their calculated 
n?search capacity: thp.s^^ programs would bs safegus^e± agairisfe cutbacks. Conditions wsn? 
set concerning tha minimua sizi? of the programs, so that one had to look outside tha »sual 
bori^rs to mai<e ILnks with other rssaarch prograins in order to ms3t the conditions. Al- 
rnost one year later the depart^aits had to propose programs of high quality amunting to 
at least half of their calculated research oapaoity. 'Ihe di^ussion about priorities 
cnanged in a call for' jistification of tha qjality of the resaarch programs, Ths way in 
which departments v-^ould succeed in this cxiuld bring fonvard a cx)rrection in the indicated 
ctjtback for that departmait. 

Thus the ilr st calculation of the indicated cutbaolo fcr the depertannits was mainly based 
on relative teaching load, but ev^y step of formulating research programs means a 
corrrection of the indicated cutbacl^ on the basis of the amount of high quality research 
programs. 

The size of the cutbacks also stimulated the responsivoaess : many departinsnts are more 
eager in looking for outside funding. 

Of co»jrse the reduction of the staff/ stud^t ratio's and the -^nphasis cai research consti« 
tute'a threat to the quality of the ©I'jcation prog?*anB. De^Brtments try to prev<£at this by 
^hanging the organization of the curricula by increasing flexibility. Curricula will be 
constnjcted mere and more out of mutually independent , exchangeable modules vjhich can be 
of ijse for other departmaits , indi^tries, vocational schools and the nev/ Opaji Univ^sity. 



The 5 year plan created on this basis is no longei=» a blueprint fcr. a fixed \^^^t date, 
but provides the univ<^sity with a set of tools on vMch tl:^ ^\mL departo^t budgets can 
be based. It is responsive to changes in research proems and enrollment. It ^indicates 
and safeguards the strong parts of th^ ijiive^sity and contains incentives to stimulate in- 
novation and the contini^tion of the planning process. 




ConlYontol witn rwent developnaits on the national levid 2he nav/ plaining model tianed 
out to be very usafjl. At tha end of 1982 ths tlixiistsr of Education has stated that a ^ 
jart of tha budget cuts in tha n^t years (^ut $100 million) i-riOl l^ve to ba acojmncdat^ 
ed through a prrxass of concantratUig hunan and capital resourcas by diso^ntinuing 
research prograns and curricula in sana univarsities . asked tha universities to produ^ 
a tnastepplen for this ooncsntration prooass by Msrch- 1983o Tha univarsitiss fomsd a om- 
mittea for that pjrpose, consisting of one maAar for each univ^sity; this comdttea has 
producad a proposal for a masfeerplan. At this manait this proposal is baihg discussal in 
tha university councils and tha Ministsr vjill announce his final decision in Augi^t 1983 » 
Ths p-oposal of tha canmittea maitioned ^v© can bs divided in tva parts: 

1. proposals for tha concente^tion of spscific fields of study in a limited nurtoar of 
.jnive-sities. l-hass concern a numbar of highly spacialiasd curricula viith vs-y .anall 
erH^te^rrt, such as exotic languages, and a nunber of larger ones: .^a univ^sities 
havf. bo give ^ phartnasy or daitistry. On most of tha proposals conosmlng tte larg®- 

frt^ams tha asimittes \-b3 not 

2. proposals of budgetary cutback to be achieved by" discontinuing soma research programs 
and parts of curricula. The universities, hov^var. vnll be frea in the.^i-ay they want 
to accorenodate thair total cutback in their departmsits. 

Tha total anount of the cutbacks indicated for the departniants in our own 5 year plan did 
not differ v^y much^ from tha cutbecls indicated by tha national comiittee mentioned 
above. In fact this means that Univs^sity of Utarecht Ms already been preparing itsalf 
for this concentration process vjith tha introduction of i^w planning proc^ures. 
Of coursa ^'a could not be prepared for decisions to abandon major fields of study: this, 
hDwaver. is an issue that has to be discussed in a vsy that i^y excaeds ths Institu- 
tional plaining. 
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4, Reorganizations in aoadmic departn^nts 

As ..indicated in th^? previous section one of th3 oDnsaqusnoas of the retmiclnmsit and the 
way wa handled it vas the necessity of tha r^rganis^tion of several departinents. 
In this section vnJLL Indicate ,how these reorganizations s^e carried out and vail 
desoribs the roll of the ceat3='al ^driiaistration in this i^^ooasSo 

RsDrganization is a formal process of"^stri»2turing tasks and parsonnel assigned to thsss 
tasks in a relatively shcrt tiin^pan. is a difficult procssSp vMch requires great 
care, especially if fenced reductions are necessary. Ihis is evai mz^ S3 a govsm= 

ro^t agency is involved. University CTployees in the Metherlayrls have got the status of 
gov<^mt employee p and as the univ^sities have experience a continual ^wdn fc^ ov^ 
120 years, it is not surprising that almost no escperience with this type of r^rganistion 
is docunented. 

Consistent with the points made above, up to U^o year^ ago tha prevailing opinion Via3 that 
reorgani^tiais v.^re not necessary within th^ university, and tuDrsoverp that in view of 
strict govmin^t regulations it vx)uld be virtuaUy iin?x>s3ible to carry through a reorga>- 
ization ^recess vMch could result in psople gettj^ig disdiarged. 
l>jring 1981 it became cbviois to us that r^g^izations i^uld ba needed: 
^ sane departments ^^re already spend jjig riKre on i^^nnel than thetr budget alloi^d, in-- 
dicating they K^e not able to acconmodate anall budget cuts of the orda^" of 3% snnual« 
ly, vMle the indicated cutbacks h^e of the order of 
- in some departmaits almost all faculty held tenured positions, \Mle sinual tumov^ had 
dropped to 2 or 3 and no substantial retir^nait or early retireisient could be expect- 
ed; 

tba only my some departij^ts ODUld ai^cmfK^ata the bu^etarj' cuts was by cuttliig teavi- 
ly in tte nur±>er of available positicsis for research assistants: ttesa have fou?^-year 
mn-tenure contracts. Hoi^/^ver, as treDst of tte high quality research is perform^ by 
these assistants this policy vas inconsistent ivith the urge to maintain quality in 
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In 19B1 a formal frame^rk for raorgsii^tion {^ssas -called the Reorgsiization Code, 
vas developed by tte Central Office of the University. It contaiJls a set of f^Bdures in 
vMch the fcsTnal roles and responsibilities of tt^ va"iou3 parties involval have bssn de= 
fined, and in vMch the decisionrmaJmig process has bam structured. 
It is also consistent vath tl^ ideas expressed above an ^f-govOT^t in de^^rtmmts 
v-athiJi the budgetary limits set by the Board of Directors and the University Council. 
FotTcphases ware defined vMch vjill be described tere brieHy: ■ 

1. initiating tha process 

This fi^ase is characterized by diso^sions, and by an emgrging ai^eraness that reorgani- 
zation is needed to adapt the organization to changiiig needs, budgets, or enviroments. 
It ends. with a fonnal armomcsiisit by tJ^ det^tniant involvsi, aid oidorsed by ths 
Board of Dir©3tor3 of the Univear^sity , that a reorganizatim is started. 

2. 3d°ucturiiig the ne w organization 

This pha^ starts with the annomcai^t by the Board of Directors of oonditiosis withUi 
which the restructured departinent vvill have to operate, such as budget llMt, ths 
nMto^ of expected stud^aits and the nuii^ of positions to be reserved- for research as- 
sistants. WithiJi these lijnits the departaient itself (usually a coranittee of acclaimed- 
professional ^ility) draws up its orgsiizatioiial plsi. An essential poiJlt is that at 
this stage no spseification is given about the parsons v-to will fit i^ tte i^w organic 
zation. This plan tes to be approved by the Departnisit Council aid is presented to ths 
Board of Directors, which revievvs tte plan marginally, checking whether or not.it meets 
tha ^t limits. If it approves of the plan, it will consult ths union representatives 
of tte Qiployees involved. 

At She sams time other departrosnts and the Board of Desis s-a consulted. After thsss 
consultation rouids tha plan is adopted by tte Board of Directors sad the Univa-sity 
Council. 
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3. Stan -mg tte rmi organizatiOT 

Qrtly alW tl^ crgaiizational plan has bsan approve, ■ tha Board of tfta Dej^msTt 
selects out of the present errployess thosa v.to v4Il ftt Ulto ths r^w organizatton. Ihis 
personnel plan is reviev^ by ths BoanJ of Dir^tors to cteck v^heW^r it is in aocorf 
with govemnHit latx^r regulations. After a di^ussion vath union represaitatives th- 
board formally dscides on the plan sutsnitted. 

4. iinplgnenting the personnel plan , 

For parsons ^ ar^ not saluted fcs- tte naw organizaUon ths .juive^sity tries to find 
a naw position i-jithUi tte university at tha sans level' of canpstere=e. If such a posi- 
tion is not available, this snpLoyea is fomaUy notified that he/sha vdJl 
discharged. 

A few (XJimsnta hav© to ba msde cancarnmg this code. . 

tote that tha Board of Directors can give no specific guidelines in tarns of classas to ba 

taught, or research programs to be maintained. 

Negotiations with union represantatives are carried by tha Board of Directors and not by 
the Dapartmaits or their deans. FomaUy tirm -jnions are only consulted: evai if they earn 
not approve of the plans, the vvhole process can ccxitinue^ In practica. ho'^ver. a^-eernent 
.3 so.jght , as tte unions possas5 cs=tain rights such as appealing to higher consultation 
platforms betwean .jnions and goverment officials, or ultiinately bring disagr^eanents ba= 
fore courts spsciflcally dealing vath relations betvisen the gov@™it and its m^y^s. 
Of coursa, it is precisely this sm«ture of powa-s vMch c^s for very caref>jl pro= 
osdures as .^aid out in- the Code. 

Although the Code focvsas m tte formal responsibilities of , the various parties involve 
and their role in tha decisiorHnaking process, the continuoos infonnal discussions beti^an 
planning officers in the Coite^al Office ssnd the departments are most important. TVjese dia- 
cussiOTs are held in all stages and concern the bomdsry conditions to be given, the 
[^irasing of fcannal dccuneits, aiticipating problems that jiBt.be around the comer and 
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vluoh might sariously endacig^ tte process. Ths iinpcsi:anca of tha^ infcsTiial discussions 
bsstify to tha political nature of tha dsoisioiwnaldng process. H^y countarbalanea tns 
fonnal procedures i^ch easily could result in dead-lock situations, espaclaUy vtei 
stxom emotions are involved. This atmosphare tes been describad by Enderud (1977) as one 
of "organized anarchy", in which valid evideics basad cn sound data and straightfcrward 
r?aajnlng are bound to fail, if constant attention is not given to a "micro-political ap- 
prach". 

In this approach one has to know ths political jungle vdthin the univfs-sity, to know 
people's fears and modes of action, to use opportuiities v-Jhan they arise, to try to create 
firm aid stable coalitions, sid to formal structures to legitinate plans and actions 
viithout denylxig than their unportanca in tha procass. In fact this is an approach which 
is parvasive througtoufi most of the decision-making pro<^ssa3 in Dutch universities after 
it was recognized that rational approaches were in tha end always bound to fail due to 
disagreemsit on valie judgemoits, and that securing aghaenssnt m means was a practical ap- 
proach which QDuld yield success. 

3hKB tha fall of 1981 r^rganizations have baan started in over half of the departments. 
Concerning the actual pro^ss tv/o obsej^ations can be made: 

1 . It is Important that prestiguo"^ sctola-s are involved in drav-ring up the fcxinal plans 
tn order, to evoke creiibility; 

2, Ttis process is gr^^tly stimulated if si atmosjiiare of taidng initiative is present; 
vAisn defensive reactions are still predaninant, tha process infill alow dov-jn or even cana 
to a cxmplete dead-lock. 

exsnples vjithin tha Dapartaisit of Social Sciences may illustrats this, 
■Ihe Subdepartmsnt of Sociology announced in January 1982 that reorganizatl^)n Ymi becane 
inevitable.^ In a timespar of about 8 roantha a reorgmizatioa plan vias pjt together (phase 
two), featuring: 

- a cutback of 13* to be reached by 1984; 
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- quitting a ni-nt)er? of anall research ^s^t^^rans; 

- ^tting up larg^ interdisciplinary programs; 

- tha creation of 16 new jobs for research-assistaits; 

- rfHnoval of 17 full-'tiiTi^=«squivalent tenured jc^s. 

In the vdntar of 1982/3 this plan i^s accepted by the ^t majority of tl^ Dspsrtsneit, 
the Board of Dir^tors, the 'jnions and th^ Univ<a-sity Council. 

In March 1983 a f^aonnel plan for the De^rtzi^t has appeared indicating vMch individual 
persons will lose their job in this Dsf^rfanait. 

Qci tha contxary, In tte Sibdapartan^nt of Pedagogy, the procass came to a grirxling halt. 
Hare the dei^tinQital cmrnittee x-M.ch ^uld draw up tte reoi^gaaizatioml plan did rDt 
consist inainly of outstarding scholars; most of tha tl^tened pa-ties were thsnselves 
repressnt^. This lad to: 

va-y long iBrassing over ths adti^ budgetary liinits for ttia new orgaiization; 

a final resjlting plan i-Mch uas vagVB ayrf inoon-^^istento 
IMS vjas rejected by the tord of Directors. Currently, a f^esh start is being made by the 
Departmait of Social Sciences, intregratijig this subdepartment with the a^bdei^rtxnent of 
Psyctolo^. However, budget cuts will be more severe now due to their inability to bring 
foH'/Hrd anu^ high quality research pro^'ans. 

5. Simgi y and cc gglusion 

Confronted with a cont)ination of cirounstanoes . the Univa^sity of Ut^eclit been fcrc^ 
to stTucbjre its planning process in a new i-ay. 

k more adaptive plsmlng nKxlel tes been created in which dec^tralization , c^ality and 
aejtibility are i^y^-^rdSo This mcriel only be successful on the following conditions: 

1. i\i^er^|b in all the dej^rtmoits; 

2. a prootsiure that guarantees involvonent on all levels; 

3. a micro-'political approach by the c^tral actainistration. 
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